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ABSTRACT

Base of Pyramid (BoP) is nowadays one of global agament’'s top issues. Although several studies were
focused on developing economies and their marlefia\bour, very few have worked on the internal oigation
drama.

This case study looks at the internal life of a f@mpany in Mozambique. A general view of the conypi

drawn keeping eye on main system problems, orgaoned culture and leadership styles. In conclusian

improvement plan is drawn taking into account tbegany's vision, mission, values and BoP contesqideially

poor infrastructure and social support). Finalljnearemarks on Base to Top of Pyramid technologh&xge are
made.

Keywords: BoP, developing economies, strategy, value chain.
Major Field of Research Management science & Strategic, operational, ygcbdn management

INTRODUCTION

68% of world’s adult population lives with less tha.8USD/day (Shorrockest al, 2010). If one considers people
grouped by their wealth, it would form a pyramiddahe poorest would be at its base, known as tlse Bathe
Pyramid - BoP. Most of them live in Southern AsiaAdrica. Mozambique is among the poorest of therpo
ranking at the 165th position, of 169, at UNBRHuman Development Index (Klugman, 2010).

Nevertheless there are profitable companies operati the BoP, selling to the poor products andices never
before available, with significant social benefi®. course, for this market to work, the price mostaffordable
to poor customers, the product/service must betadap their needs and, last but not least, it rhesavailable
when, where and with the means tbe poor to buy it (Prahalad, 2006). To fill theseeds and survive,
companies operating at the BoP must be creative céavkr not only to develop the correct logistiasd a
marketing strategies, but also to overcome thécdiffes in public infrastructures which constraireir working
capability. This is why it is so important for coarpes to establish good relations with local emgepurs and
non-profitable organizations. These partners cdp teeovertake physical, social and cultural gapd huild a
bottom-up effective strategy. But it is importaetvar to forget “there's no such thing as a freeltin

In this paper we will look inside a food and begr#f&b) company, named "Fabrica de Licores dad@eiFLB,
operating in Mozambique, which deals with thesedsson a daily basis. By analysing its value chaiternal
culture and leadership styles, it will be possitdeunderstand its structure. Also the use of Stréaralysis
diagnosis will allow to identify of FLB's core pramns in order to set a basic improvement plan aahgethe
goal of bringing up a more efficient organizatioorh economic and social perspectives.

FLB produces and sells soft drinks, (pineapple)endnd dry drinks to resellers in most populatedipaes of
Mozambique, except for Maputo. The company intetadsake its production levels grow, reach all copnt
provinces, export and, in time, become a referdancéfrica’s f&b industry. Its manager-leadership riew

! United Nations Development Programme
? Approach to organizational change developed by EuseProfessor Jerry Porras, at Stanford Graduditecs of Business
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changing from the actual owngsenior nanager) to his son (junior managbu, almost for sur core values like
focus on the basics, client care, sincegitglthriftiness will still remain on thecompany's DN,".

LITERATURE REVIEW

Is the "colour of money" the madifference between higher levels of Social-EconomicgtdPnid and the Bc?
Although for BoP people aexpense is often an investment whose return mushdsdmizec (Bhan, 2009),
hierarchy of needs seem to play a majge compared to what happens in, so calteeloped economieln
less developed, hierarchical and collectivist dtese the relative scarcity of resources, a hamaggte for socia
survival, and acceptance of inequalities all impstseng ir-group solidarity, generalized competitiveness ant
emphasis on personal effort and reward (Basabe & R005).As a matter of facupper tiers of Maslow’
pyramidmay actually become paramo when one has little els@d then a strong sense of rworth motivates
subsistence and survival in the face of long odudbthis also sustains onerole in the social netwo (London &
Hart, 2010).This sense of role in social network has an imparedfect on company's cultt and should be
catalyzed by managenslanagers/leaders need to have a deep understaofdimg complexities and subtleties
sustainable development in the context of BoP (@eaah& Hart, 2002)In collectivist societiesmanagers-leaders
should place much effort in relationshigther than task (Finuras, 2007). So leadershgracteristicssuch as
creativity, imagination, tolerance for ambiguityastina, passion, empathy and courin BoPorganizations may
be as essential as analytical skillgtelligence and knowledge (Praha& Hart, 2002).Puttin¢ these skills into
Quinn's Competing Value Framewor®yinn, 198) and associating them with Organizational Culturedrk
(Cameron & Quinn, 2006) shoutdsult insomething like what is shown in Figuréadt the BoF.

Figure 1: Conceptual BoP's leadership profile amggwoization culture
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These majoteadership styles enhance organizaexternal and differentiation focus (CamerorQuinn, 2006).
The natural consequence is the needwell-trained collaborators, carryinguch autonon and individuality
(Cameron & Quinn, 2006), although this might seergd in the opposite directiwith social backgrour. Since
this is often a low literacy environment, to cothgamotivate his subordinates, mana¢leaders should be
careful transmitting andlecoding verbal messay, which can be done by addigybordinatesnon-verbal
information and context (Finuras, 2Q07This non-verbal aspect is found beiatgached to short messages
personatestimonials as Richard Fletcher describes for lglimg at the BoP (Fletcher, 2005). Since -literacy
is a common aspect to both custorreand collaborators, bringg about these communicatiaspects might be a
good tactic to address effectigentatior to subordinates.

Besides the communication aspect,ARindele descried in his studyin Lagos State, Nigeria, involving fi
hundred people in f&b industrgbserve motivational factors. He observélgat male workei said to be more
sensible to financial incentives whereas femalekessr rated job securing high(Akindele, 2002. His study’s
environment found much similarity joreser case study. This mix of financial asdcial incentives brings La
final and rather important issuenetrics As it happens with BoP consumers, espec in a hybrid model
partnership(lLondon & Hart, 2010), there islack of systematic research to find hésvbalanc financial and
social metrics talefine a successful comp: at the BoP, from workers perspectievertheless it is importa
to transpose the idea that if each client shoule lsasolution for his casPrahalad, 2006so shoulceach worker
have it also. In many cases, at the BaBtrong driving motivation is to create a bettee fibr one’s childre- for
example through educationor acquiring skills for themselves to improve thiifie circumstance (London &
Hart, 2010), which money cannot buy.
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METHODOLOGY

Like most organizational changes, this w(still) is an iterative process. From vision, mission and es
identification to scientific research armodelling, much information has be@&xchange. Nevertheless the
process was divided into three phageeparation, work in the field and propofor organizational chanc

During preparation, mainly, problecontextualization wamade. Much of thirty-two yeardd FLB's history was
described by actual managers, whiglpec vision and mission statement, so as dbaracterization oactual
production and market contexts. FEBralues were roughly outlined. Relatediesitific and soci-cultural
information were collected.

At FLB's factory, collaborator's opinions and daily life ebgtion completeccompany's valueinformation.
Although formal organizational structure exists,often changes to meet production dem Almost every
worker, of a total of fifty-twowas contacte for interview Each worker was chosen randono diagnose FLB's
Culture, usingdrganizational Culture Assessment Instrument (O, in 100 points methogcheme (Cameron &
Quinn, 2006)r measure leadership profiles wQuinn's Competing Value Framewagkestionnair, with 1 to 7
scoring. Lowliteracy and pictorial thinkingdifficulty (London & Hart, 2010) came acroquestionnaire
answering. The use of daily lifexamplesand comparisons madegbssible to be answel. Managers’ answers
were not considered in OCAI.

Also within interviews or during bredikmes many questions were made regarcollaborator: perspective on
organizational, social, technological and physgmdce problemat the factoryTestimonials were ratifie with
observations during working time, participationsiwme worl activities and analysis of company recs (Porras,
1987). These last itemajong with customer's informal conversa, made FLB’svalue chain representati
possible (Porter, 1985). Celited data was checked and more sific information was addressed. Fina
identified problems were typifiefr Stream Analysidiagnosis use and its results leadirst conclusion.

In Stream Analysis diagnosis methamhe establishes relations of causkect between identified problems,
well as their categorizationuable softwar use enables identifying core probleamong the mesh of relatic.
Stream Analysis method also includglanning interventions and tracking char (Porras, 198'. These two
phases are still ongoinlevertheless the interventions were identified are presented ahead in this docur

RESULTS

“As is” situation

This sectionreports FLB situation before application the improvement plan. We will art looking at the
company's organizational culture and leadershilestyhen we will analyse its value chain and wi eainclude
with Stream AnalysisResults analysis wibe presented in the following section.

Organization culture

OCAI resultssuggest that FLB's organizat culture is mostly Market oriented@he other organizational cultu
components are balanc&llan component ishorter than expected and Hierarchimainponenis proportionally
higher than in Figure 1.

Figure2: FLB organizational culture profile.
Scores: Clart9,70%; Acocracy- 22,55%; Hierarchical-22,05% and MarB8&17%
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Leadership profiles

FLB is experiencing a generational change in lestdprBoth senior and junior managessen to have a more
prevalent leadershipn Producer and Innovator seci, as collaborators recognizén other sectors the
resemblance is not so evidefihere is also much discrepancy between self addbahtors' evaluatio

Figure 3:Senio and junior leadership profiles, respectively.
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Value Chain
Below, Porter’s value chain synthesizes FLB'’s internaivitis (Porter, 1985). Besides letting one knowtér
the organization, this will enable some establisivedknesses to be identified, as well as compet#dvantage

Figure4: FLB’s Porter value chain
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Stream Analysis diagnosis

Weaknesses found in the above value chain are pantyof a major group of factors of this complexsteyn.
There are other kinds of factors that cannot beesgmted schematically, involving human relatiaagabilities
and external influence amongst others. Howeves ipassible to represent their interconnections bétws
causing what. The surveg situ reached almost eighty situations. After groupinge situations and clearing
others, which were not real problems, the numbeppid to thirty-eight. Figure 5 describes graplycBLB's
diagnosis.

For practical reasons, only problems not alreadgtioeed are described in the legend.

Figure 5:FLB Stream-Analysis diagnosis.

O1-Management is reactive (not proactive). O3-rineliate leadership is ineffective. O5-Too manyuesgs for managers
to handle. 0O9-Payday misunderstandings. O10- Manage spends little time with collaborators. O11-ll&mrators
complain about lack of feedback. O-13 lllicit wirselling cases. Ol14-Collaborators complain aboutewifit reward
treatment. P3- Heat in workplace. S1-Collaborators'qualification. S2-gap between manager's indenand collaborator's
understanding. S6-Collaborators complain about ckaining, so self-learning is the rule. S10-FEa@re not punished.
S12- Management has little trust on subordinat&d- Some fear for factory closing. S15-Some colfatm's would like to
have time to continue scholar studies. S16-Managemsot sense proactivity in collaborators' acfivitl- Equipment low
technical assistance and difficulty obtaining spsaets. T2- Some non reliable equipment used idlygetion chain. T4-No
statistical analysis of failure.
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The above diagram suggests that there are, atdheent, three core problems (which cause all othalolpms):
S1,Tland T2.

DISCUSSION OF RESULTS AND IMPLEMENTATION PLAN

As mentioned, FLB often changes its structure tetmpeoduction demands. For this reason, all datamalysed
seeing the company as a whole. This may also expfapart, why a Market component has obtainedrbtehe
highest score in the Organizational Culture Assesgnmstrument. Fast adaption to a new scenargalsis a
symptom of Adhocracy, for this we can understarsb dtis high score. Hierarchical component is higtan
Clan component. Hierarchical "high" score derivesf S12 and S16 type of problems. In other wordkefe is
a lack of confidence on subordinates, managers ginesthem detailed orders at all time -autocrkgadership -,
so there is no room for proactivity. This can gsatially explain measured Clan component, buthis case, the
main reason may be related to lack of communicatiiserved for instances in O11 and S2, so noraVerb
communication improvement might play an importaié iin this process (Finuras, 2007). Comparing Withure
1, FLB Hierarchical component needs to be reduaditiout, of course, risking production. This cdle better
gualification of collaborators in their work busalin ethics, i.e. responsibility. Hopefully workeare behaviour
from managers can lead to collaborator's self-estgwth (Prahalad, 2006), more dedication and qinggy,
even though this proactivity needs to be educated.
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In general both managers have underestimated diveirleadership potential regarding collaboratoesteption,
which means that they are ambitious and want td plus organization to higher levels. However bailiehalso
overestimated one of their own human-relationsdestidp components, Facilitator in case of senianagar and
Mentor in case of junior; both need to rethink theiman approach. As already mentioned both hagesttong
leadership components in the external perspeditieough they both have also a high Coordinatorpmmment,
due to above-mentioned reasons in Hierarchical oompt of Organizational Culture.

Comparing scores between both managers, we finctttlaborators classify senior manager's leadprakimore
"human" and junior with a more process orientedléeship. This observation, based in highest sdaresach
manager, synthesises perspective's differenceegbath company should follow. But taking into aguutiat the
difference is not so big, perspectives hopefull)l mot diverge that much. Nevertheless even smaltrgences
should be resolved otherwise single strategy may $ome difficulties to be implemented.

Single strategy for a more efficient organizatiatl surely focus on value chain. Several thingschieimprove!
Input logistics should estimate in advance the sa@tte time for delivery is unpredictable and ttrere is some
advantage negotiating lower prices for product madsportation. The bachelor collaborator could déth this.
Most keen collaborators could start doing mainteegplanning, execution and statistical analysitaibfire, but
they need suitable training. In Output Logistice tnly way to stop illicit wine selling is to outste long
distance distribution, thus separating companytsevgelling goal and delivery. Marketing has to takevay
through, but the warehouse limits production -Pdbfem in Stream Analysis diagnosis - and managérsie
not have time to solve this warehouse problem (Siice CRM is taking its first steps, it would keeful to have
customer's complaints and suggestions recorded, ineigh many of them are illiterate; this wouldpiaove
system weaknesses' detection. In company's Inficiste, social integration can go a little bit het if in new
locations one can find other organizations andepnémeurs interested in helping FLB through hyloniodel
partnership (London & Hart, 2010); this does notoime high strategy definition but a strict controf
surrounding business ecosystem. Technology actiwdg been much referred but all depends on better
collaborators' technical qualification. Anotherhieological aspect is the need to increase R&D igtiwhich
could be outsourced mainly to local educationatitinsons. In the near future Procurement may deiee a
breakthrough in the evolution of FLB, since the pamy has many non-core business activities andhfinglood
partners for outsourcing may help overcome sontheopresent difficulties. An important issue in &r@ement is
suppliers’ assistance on product. As described, s been a difficult issue, nevertheless it waddetter to
have them near than in another country, so theticreaf a technological cluster, with other compmes -
coopetition -, might be a solution for national gopent development and collaborators' training.

On Stream Analyses diagnosis prevails social ngiuwblems, not only in quantity but also in the toem of
interactions with the rest. Although there arergdanumber of organizational problems it is reléwaat none of
them are a core-problem. All identified core-pesht result from external causes. To minimize tHettowing

what has been discussed, a preliminary plan igpted showing what one expects the future "to be".

“To be”. Implementation plan

Internal problems, with or without external helpnonly be solved by internals. Especially at tlo® Bcreativity
is, in these cases, the tool that concatenatesin@and desirable solutions. Success at the 86t imeasured
only by economic performance but also by sociakfies) as stated earlier. So the goal is to gchturin these
two directions, solving or, at least, trying to miize the core problems. Besides these fundamesgscts, one
should take measures in order to make FLB orgadoizat culture similar to "ideal" organizational ture
displayed in Figure 1 and cumulatively make bo#dkrship profiles much similar to the desirablelézahip
profile. If possible, one will try to minimise sonmher weaknesses found in value chain and makefue
company's competitive advantages such as goodiordatwith stakeholdersiong-term wine production
experience and highly adaptable working-structuneiriyy change process some critical success faditas
changes in surrounding context, collaborators natitw for training and partners sharing same istsrenust be
regarded at all time, or we may be risking expeotsdlts without warning.

These criteria were used to elaborate the followingtegy diagram, displayed in Figure 6.

137



Annual Summit on Business and Entrepreneurial Studies (ASBES 2011) Proceeding

Figure 6: Strategy for FLB social and economicaééfiicy increase (changing plan).
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Actions are expected to take place within threeine months (Porras, 1987). This is ongoing ahtbenent.

CONCLUSIONS

Nowadays Bottom of Pyramid (BoP) people are noetiging economies’ appanage. The dream of eradgcati
the world's poverty is taking value creation apphpaas self development, suitable design, real ddmfair
distribution and BoP people’s dignity (Bhan,200®revnot really fullfilled by international aid (Pralad, 2006).

Value creation at BoP has been materialized inwligk by studying "Fabrica de Licores da Beira" Bjlin its
fundamental aspects. Organizational culture, leddlerand activities have been described and the mternal
obstacles to its development have been identiiedefficiency improvement plan, at BoP contextpigoing.

Although FLB's approach may not be adapted to otfases, some common aspects are paramount to BoP
organizations: Economical along with social besefitttention to non-verbal communication or maddtocracy
organization culture are some examples. But cridatian turn other aspects into competitive advgesgaHow?

Today's BoP innovations show that decent livingnis expensive! The mini-pc, no-battery flashlights,
microfinance, recycled craft vogue, the portablelited ECG machine, low-cost refrigerator, are ahraples of
BoP innovations, already adapted in "developed dpwhich show how affordable and global a good lsan

FLB has also part in this story: did you ever dnvikisky from a plastic bottle? Mozambicans do aywn

Study Limitations

Along with the mentioned studied items, a questdwas used to assess workers motivation, usauidann
e Oldham model. The results were not satisfactorgesthere was much discrepancy within some degsutisn
The main cause for this was misunderstanding okes@mms in questionnaire.

Although explored, some external aspects are rait otethis article, which is more focused on imgraffairs.
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